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Introduction
Across the counlry, ;mchor inslitulions arc beginning Lo underslcrnd and leverage
the power of lhcir economic assets Lo address social amt economic disparilies and
rcvilalizc local communities. Because of their commitmcnl Lo pl;icc and their cco
nomic power, anchor instilulions arc uniquely positioned to stabilize local economics and begm to reverse the dcvaslaling cffects of urh,m disinvestment.
An increasing number of anchor inslilulions and partner organizations hdVC jmncd
Lo form place bc1sed n0tworks, or anchor collaboratives. to develop, implement. and
support shared goZtls and initiatives that advance equitable and inclusive economic
development slralcgies. The challenges our cities and communities face tod;iy arc
daunting. But when c1nchor inslitutions intentionally align their collccliv0 resources for slronger and more inclusive economics and healthier communities, Lhcy can
make real change happen locJlly. The anchor mission work also helps Lhcse institutions Lo sec themselves as threads of the social fabric of lhei1 community and they
begin to view their role as a part of t h0 solution in bolder and broc1der wc1ys.
In January 2019. the Anchor Collaborative Network (/\CN) was initiated to build a
shared movement of ;mchor institution coll;iboralions that ;-ire working to accclcr
ate equitable. inclusive str;itegies thc1t respond to local needs cu1cl challenges. This
report prcsenls informc1tion and examples lo show th.0 current slate of the field.
ACN Working Groups plan to produce case studies. toolkits and other educc1tional
inf orrnation to further assist olher cities. anchor institutions. and pdrlncr organi
zations lo learn aboul and advance anchor mission work.
ANCHOR COLLABORATIVES IN THE US

What is an anchor collaborative?
Anchor collaboratives strengthen local economic ecosystems by
more intentionally aligning and leveraging the significant everyday business activities of local anchor institutions in local hiring
nd
a
purchasing, place-based investing and community wealth
building practices to create jobs, increase incomes, build community/local/broadly held wealth, and spur community investments
to redress systemic inequities.

Anchor inStitutions are nonprofit or public place-based entities
such as universities and hospitals that are rooted in their local
community by mission, invested capital, or relationships to customers, employees, residents and vendors. 1 Anchor institutions
have an ability to engage in long term-planning in a manner that
aligns their institutional interests with those of their local communities. They have both ability and motivation to play a key
role in improving the long-term wellbeing of the communities
th
ey serve by better aligning and deploying their institutional resources- such as hiring, purchasing, and investment-with the
needs of those communities.
Health systems and universities together have expenditures of
more than $1 trillion annually, have at least $750 billion in investment assets, and employ more than 9 million people.2These community institutions are often the largest employers and purchasers in many lower-income communities where they are situated.
They are also potential investors in these communities where
their patients and students live, supporting with affordable housing, promoting home ownership, creating employee-owned businesses and more.

An increasing number of anchor institutions have joined together to form anchor collaboratives. Anchor collaboratives can take
many forms, but generally consist of a network of place-based
anchor institutions that join together to develop, implement. and
support shared goals and initiatives that advance equitable and
inclusive economic development strategies. Through collaboratives. anchors can share best practices. collaborate. and plan interventions that accelerate their shared goals.
Community wealth building is a systems approach to economic

development that creates an inclusive, sustainable economy built
on locally rooted and broadly held ownership. This framework
calls for developing place-based assets of many kinds, working
collaboratively, tapping large sources of demand. and fostering
economic institutions and ecosystems of support for enterprises
rooted in community. The aim is to create a new system that enables inclusive enterprises and communities to thrive and helps
families increase economic security.3
Some anchor collaboratives are actively working to advance community wealth building. while others approach this work through
an economic development lens. Sometimes collaboratives begin
with the explicit purpose of helping anchors aggregate their local
economic power and scale up local hiring, purchasing or investing efforts. Other times collaboratives begin with local or regional goals around equity and inclusion, or local economy and bring
anchors to the table as part of their broader strategy to reach
those goals. Whatever the starting point. anchor institutions and
partner organizations in the collaborative must build alignment
around a shared vision. The groups are not just "buying into" or
"agreeing to" the vision but are co-creating it.

Why are anchor collaboratives
important?
Anchor inslilulions are key to unlocking "sticky capital." Unlike corporal ions
thc1t often come and go from communilics. anchor institutions arc unlikely
to relocate because they are comrnillcd lo place by their mission. customer
relationships, investments. properly and land holdings. This often means
that they are committed lo operating in a community long term and have
greater incentives lo ensure a thriving rind vitr1I community.
J\nchor collaboratives r1re able to scale up lhe cconornic impart of c1nchor
institutions by leverr.1ging their unified power lhrough hiring. contract pro
curcmcnl. r1nd place based inveslrnenls.
Many disadvantaged and disinveslcd neighborhoods that experience high unemploy
Anchor collaboratives are
able to scale up the economic mcnl. a lr.1ck of good paying jobs, insufficient
impact of anchor institutions support for smc1ll locc1I businesses. and little
access to financial ec1pital and resources c1re ofby leveraging their unified
ten unable lo connect to the resources of their
power through hiring,
local economic engines. J\nchor collaboratives
contract procurement, and
bring logelher large employers of ten hec1lth
place-based investments.
care and higher educalion inslilutions-c1long
with local organizations and residents to identify. design. and improve lhe economic ecosystem so Lhal local residents c1nd
businesses can tap inlo needed resources over lhe long term. Even c1nchor
collaborative members who arc not localed directly in the low income com
rnunilies can have a posilivc impact if they work inlentionr11ly lo support
the economic st;1bility and equitable economic developmen l of Illf' neigh bot
hoods. such as through purchasing from locally owned or employee owned
businesses.
Collc1boratives also provide the ridvantages of a broader breadlh of purchrising types. different sizf' budgets (big institutions and small inslilulions). varied types of jobs and hiring needs. and a chance lo scale inte1 mediary strc1tcgies (e.g., one institution may not be sufficient to scale c.1 lrc:1ining program
or purchasing strategy).
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Cities attending TDC's national anchor
collaborative convening
City-based or regionc1I anchor collaboratives exist in many diffcrenl communities
and serve vc.11 ious functions. Many more cities and regions arc exploring forming
an anchor collaboralivc or layering c1n anchor collaboralive strategy inlo existing
community weallh building or economic inclusion initiatives. There are also cities
or regions that hc1ve pc1rtnershiµs thal flL Lhc definition of an anchor collaboralive
but call il something else. such as cl coal ii ion economic development project In
sorne cases, local nonprnfil or community organizations decide to aclopl an anchor
collaborative strategy Lo advance their mission.
In 2017. The Democrr1cy Collaborative (TDC) surveyed more than 40 anchor col
lc1bo1 ativcs and communil y partnerships to inform our inaugural nationc1I con
vening. We found Lhal these cilies shared common successes as well as shared
challenges at each level of the work. The attendees al TDC's flrst anchor collabo
ralive national convening held in June 2018 incluclecl:
AllantJ, Gem gic1

Pittsburgh. Pcnnsylvzini.i

J\ugusl,1. Georg1t1

Poughkeepsie. NC'w York

Albuqucrqul'. New Mexico

Prcslon. England

8,1llimore. Maryl.incl

Providence, l<.hocle lslc1nd

Boston. MJss,,chusctts

Roanoke. Virgi11i.1

Buff,110. New York

Richmond. Virginia

Clevel,rnd. Ohio

Rochester. New York

Dc•nver, Colorzido

South Floricb (Mi.irni D,1cle & Brow,11 d
Counlies)

l louslon, Texas

Tc1con1.1.. Wc1shi11glon

Memphis. Tenncssec

Tolcclo. Ohio

Newc1rk. New Jersey
New 01 leans. LouisianJ

Twin Cities (Sl. Paul c1nd Minneapolis).
MinnC'sol,1

New York Cily, New York

Washington. D.C.

Northern VirginiJ

Toronto, Onl;:irio in Canada

Phi!Jdelphia. Pennsylv.:rnia
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Anchor institutions as a driver for
community development
Across the country, anchor institutions are beginning to understand and leverage th e power of their economic assets to address
social and economic disparities and revitalize local communities.
Because of their commitment to place and their economic power, anchor institutions are uniquely positioned to stabilize local
economies and begin to reverse the devastating effects of community disinvestment.
What is an anchor collaborative strategy?

While anchor institutions around the country, and internationally, are beginning to adopt an anchor mission approach to their
work, a growing number of cities and regions are taking a collaborative approach in which anchor institutions increase their
impact and their effectiveness by pursuing shared goals.
Cleveland, Ohio. Within the Greater University Circle area, institutions have elected to both adopt individual anchor strategies with their institutions and work collaboratively to address
stark economic disparities in adjacent neighborhoods. One result
of this collaboration was the launch of the Evergreen Coopera tives, worker-owned businesses that meet anchor institution
supply-chain needs.

Rochester, New York. Under the leadership of Mayor Lovely
Warren. the City of Rochester helped launch the city's Office of
Community Wealth Building and a nonprofit cooperative business development corporation. OWN Rochester. Together. these
organizations are working to create jobs and build wealth in
low-income communities through connections to anchor institution demand.

Preston, England. Preston has launched a comprehensive economic development model that incorporates public energy. public pension funds. financial institutions. and anchor institutions.
Within this framework. anchor institutions and local government are working to leverage their procurement power to support locally owned businesses and cooperatives.
Albuquerque, New Mexico. Healthy Neighborhoods Albuquerque's first collaborative initiative focused on sourcing local produce. HNA is now exploring workforce development programs
to support local residents.

Who are the regular players at the
anchor collaborative table?
Anchor collaboratives are comprised mriinly of cinchor instilulions and
partner organizc1tions that sharr the vision and mission of building community wealth and cullivaling ;:m inclusive economic ecosystem in low income
neighborhoods. The mosl common anchor collaboralivc members arc:
serving as a trusted third pc1rly convener

•

Backbone organizalions

•

/\nchor institutions (hospilals. higher education institutions, school districts, arls instilulions. libraries, museums, airports. public c1nd private
utilities)

•

Philanthropy

•

Local nonprofit organizations working lo address economic issues (e.g.,
food, housing and community and economic development groups)

•

Community, membC'r and faith-based groups

•

Municipal govern.men.ls

Some anchor collabomtives include other types of members. including:
•

Local business representation (e.g .. local chamber of commerce)

•

Trade organizations represcnling key interests (e.g.. Minority and Women Owned Business Enterprises (MWB[) associalions)

•

Nonprofit cmploymenl and training providers

•

Fin<1ncial cnlilies (e.g.. community development financial institutions)

•

Local or nalional inlerrncdiary organizations

•

Stale representatives
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What are the main types of
backbone organizations for anchor
collaboratives?
The makeup .:ind work of a11chor collaboratives vary widely in lhcir shape,
scope, and size bcct.1usc they ;ire lailorcd lo each community's unique
strengths ,me! needs. Nonetheless. the role of c1 trusted third parly convening or lxickbone organization is vital lo building a supportive structure of
collc1boralion lh<1t will move the work forward. A b,1ckbone organization
sci vcs lo coorclinc1tc lhc work of the anchor collabora
The role of a trusted
live and works lo ensure consistcnl and ope11 cOJnmu
nicalion of all key inlern;il and external stakeholders. third-party convening
Howc='ver. il is key lhat the backbone organization docs or backbone
not just accommocl.:ite the agend;i of the collaboralive organization is
but ,1lso needs lo push the moral impe1 ative a11d vision vital to building a
of community wccilth building.
supportive structure

of collaboration that

/\nchor collaboratives have formed around scverc1l
Iypes of convening or backborw organizc1t ions. such as will move the work
forward.
foundations local govcrnm.ents. ,md nonprofit org,rni
zalions. A consistent reason th;1t anchor collaboratives struggle or fail lo
succC'ssf ully launch shared initiatives is a lack of .:i well resourced and inde
pendent b;:1Ckbone organization.

Foundations as convener or backbone organization
Funders, including he.:illh. privc1tc, and community foundations, often pl;iy
a c1itir.c1I role in bunching, housing. funding. and coo1 dinating anchor col
laborativcs. particularly in the Cell ly lc1unch stc1gcs. In many communities,
fundcrs play the "essential role of helping level the playing field and cr0
ate a ferlilc environment for rcl;1tionship building. Someti1ncs this is clone
in p.:irtnership with a local or n<1lional inlermediary." 4 This is particularly
true with community foundations who play lhe role of identifying ;rncl ,1cl
dressing g;1ps and underlying needs in their loc.11 ecosystems. including how
groups cc1n 1x1rtner lo leverr1gc t hci1 imp,1cl and idcnt if y whc1t data is nerd
eel. Community foundal ions also lend lo focus on c1sscssing irnp,1ct, which is
13

irnporlanl lo anchor collaboratives given lhe varied stakeholders involved
c1nd oftentimes mulliple approaches and goals.
Philanlhropy's involvemenl is generally as c1 funder of the anchor collabo
r,1tive b;ic:khonc and ;-i participcmt as ;in anchor inslitution. not c1s c1 funder
of the p;irt icipating ins lit utions separately.
Funders, including health,
In facl. Ioctl! funders generi1lly w,ml the inprivate, and community
stitutions to bring their ow1 \ resources and
funding to the par! nership effort and have
foundations, often play a
more incenlive to provide addilional funding
critical role in launching,
when anchor institutions contribute Lo Lhc
housing, funding, and
cost of the collaboralivc. Funders generally
coordinating anchor
look lo raise and contribute funds lo inilially
collaboratives, particular1y
launch the collaborative as well as strategics
in the early launch stages.
lhal flll lhe gap between where lhe community is and where the economic opportunities arc for supporting strategic workforce, small business or reinvestment
strc1tcgies. '

Some foundations serve as the convening or backbone organization.

The Association of Baltimore Area Grantmakers (ABAG) is one illus! rc1 t ion
of a collalJoralivc that has phll,mthropK roots. ABAG is a membership or
g;mization of family and corporate phil,rnllu opics from Balli more and tile
state of Maryland ABAG serves Lile role of lhc neutral conv0ncr for Balli
mare's anchor institutions through lhe Baltimore Integration Partnership
(BIP). RIP wc1s iniliatcd through !he Living Cilies lnl.cgrc1lion Init1alive lhal
involved sevcrnl key Baltimore institutions including The Annie C. Casey
Foundation ,rnd ABAG.'
/\BAG had the credibility to bring a wide vc1riety of stakeholders together
when the initiative launched in 2011 focused on workforce, cr1pital and ,m
chor st rc1tcgies. As the anchor agenda look hold. lhc number of institutional
pc1rtners grew from two to now 14 working alongside public, philanllnopic.
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nonproAt and community based partners. Over 40 organizations are part
of lhe BIP Board and Workgroups. 7 In addition lo financial support. for operations, the f undcrs have provided information on besl practices and new
research. and conncclion lo r.1 national network of resources.('.\ The !isl of
Bf P's resulls is impressive. All 14 anchor inslilulions have new economic
inclusion practices, programs and community-focused initiatives. The or
ganizalion has helped start four new business development programs, a social enterprise, a job training program, and a wide variety of community
reinveslmcnl projects fostered through a community development financial
institution (CDFI) partner.9
Today the /\BAG work with the BIP parlncrs remains strong. ABAG con
linucs Lo coordinate the collaborative and is working on Lhc ncxl phr1se for
lhe partnership. AB/\G maintains active relationships with the 14 anchor
institutions that arc part of the Governance Board. Another instilulion is
also involved in the work r1s well as a large business that is involved in a sub
stanlial community development projecl. Twelve of the c111chor institutions
have set their own inslilulions' goals (i.e., local purchasing. hiring and rein
vcslmcnl). The BIP reports that local hiring from a subset of the inslilutions
lhal provided dala reachc>d more than 1.000 individuals pc>r year. Hiring
through targeted strategies such as workforce partnerships reached more
than 400 individuals.1-i
Kurl Sornmer, Director of the BlP. stresses that for any collaborative lo be
succcssf ul. anchor institutions need to be really bought into the work and
lhal proposed slralcgies need to consider both the demand side approaches
as well as lhc supply side dynamics. Also, c1 neutral convener can help find
lhc right balance between branding the collaboration and visibility for the
partner organizations' work. It's importanl for lhe mstitulions and implementing partners to get the credit since lhcy are the ones doing and ultimately owning the work. 11
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•
activated through MMDC's work

The Memphis Medical District Collaborative (MMDC) serves ,1s c1notllcr ex
dmplc of the convening role of funclc'rs. MMDC's launch in 2016 w,1s built
on nearly two yC'ars of intentional collc1borc1lion and groundwork inilic1tcd
by the Hyde ramily rounclalion (I !FT) ,md other local foundations. There
hc1cl prc•v1ously been various efforts lo rc,vitc.1lizc, the city's Mcdiccil District
cHE'cl. but insufficient coordin,1tion and r<.>sourccs hindered progrPss. 111--T
engaged the collaboration of the Mcrl1cc1l District's eight rnc1Jor ,mchor 111
stilutions lo study the feasibility of an ,rnchor strategy in the clislricl. This
resulted in c1 comprehensive analysis that presented a compelling case lo an
rhor lcc1clcrs for place• based economic clevl'loprncnt focus c1rc,1s t h,1I roulcl
IPver c1gt lhE'ir collective impc1ct.
Ultimc1ldy I IIT. c1long with eight ,rnrhors. cornmittccl lo funcling the slc11 t
up of the Memphis Medical District Collc1borative (MMDC). c1 community
dC'velopmC'nt organization that now serves as the bt1ckbonc in guidmg and
sustclll1ing the work.
J\ftPr ,1 collaborc1t1vE' is launched. founcl,1tions often continue to participate
in llw colldbor,1tivc's working groups ,md initial ives ,1s ,rn dnchor instilu
t1on. It is import,rnt to note thal. though founddtions c1re the cc1tc1lyst of some·
16

anchor collaboralivcs. they don't always continue lo be lhc c1ncilor collaboral ive s backbone organization on an ongoing basis or for the long-le rm.
In aciclition to bein8 the conveninc~ or l.Jackbone or3a11izc1iion. some fou11datio11s
nrc key anclior collciborat ive meml.Jers in areas such ;is Denver (The Denver

Foundation). Mi<1rni (I lealth foundation of South Floricl;-1), Albuquerque
(Albuquerque Communil y roundc1tiot1), I Iouston (The Kinder Founc.lalion).
Cleveland (The Cleveland foundation). and northern Virginia (The Community Founclr1t ion for Nort hem Virginia).
While founclalions have played key leadership roles in anchor collc1borc1
lives c:1nd bring a lol of energy c1nd inf luencc. it is important lo note that
lhc power dynamics can ch,mgc becc1usc they bring lhe dollars Lo lhc" table.
Power dyn,1mics cc1n ,1lso be allcred by government c1gcncies ;ind mrpor,1tions that fund the anchor collc1boralive effort or have c1uthority Bcec1usc
of lhcse power structures. havmg a trusted. neutral convener who h,1s lhc
respect of ,111 parties involved is key to the success of a collc1borativC;. Foun
dc1lions ancl cities erm play the convening role when they hc1ve lhc trust of
the community and institutions.

Localgovernmentasconvenerorbackbone
organization
City govcrnmcnls arc also key players in many place b.ised anchor collaboratives. Somclirnes lhcy are the inspir.ilion or c,1lalyst for the collaborcilivc.
sometimes they serve c1s the backbone. and othPr limes they particip.1te as
an anchor institul ion.
The City of Rochester, New York provides an cxr.ellcnt model of this leadership at bolh the mayoral and city council levels. M.1yor Lovely Warren
sought new models for equitable economic clcvcloprncnt lo ,icklress lhc
cily's growing poverty and incqucility. The city faced daunting econom ic ch;,,llengcs cc1uscd by r;1pid c.leindustrializalion: one sign of this w,1s lh,ll
50 percent of Rochester s children were living below lhc poverty line. One
mc1jor clcvclopmcnt WLls the creation of the Rochcstc1 Office of Community
Wmlt h Building (OCWB) by M;:iyor W;1rrcn in Jc1nu,1ry 2018.
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The mission of the Office of Community Weallh Building is lo facilitate
cross sector collaboration between government. non-profits, the private
sector. anchor institutions, and the community, with the goal of advancing
Community WeC1lth Building policies. programs, systems, and initiatives [ern
phasis adclecl] in Lhe Rochester community. The Office serves the diverse
needs of residents and smc1ll businesses in an equitable, culturc.llly congruenl. and sustr1in,1blc rnanner.
•

Supporls lhc Cil y of Rochester's Vision Slalcmcnl. Values and
Guiding Principles,

•

Ass1sl residents with allaining pay equity and building personal
wealth.

•

Build and maintain a vic"lble enlrcprencuria\ and small business eco
system.

•

Support small businesses across c1ll stages of lhe cleve\opmenl \if ecyclc.1

"Sitting in the city
space, we're really
able to be not only
a collaborator but
a convener of these
various stakeholders
because in essence
everyone wants to do
business with the city
or do some work with
the city:'

The OCWB has Lhc bcncfil of not having to compete
wilh nonprofits for grants and other resources. /\s Lo
max R. Campbell. Director of l he OCWB, explains, "Sit
ling in the city space. we're really able lo be not only a
collaborator bul a convener of these vMious stc1kchold
ers because in essence everyone wants lo do business
with the city or do some work wilh lhe city. Bul on lhc
con side .... the bureaucratic aspecl of governmenl and
the pace of which change happens presents ... its chal lcngcs:·11 Mt. Campbell acids that. "lt's also important lo
build a broad coalition of constituency groups that are
supportive [of c:ommunity wea\lh building] since elect
cd leaders respond to their constituents." 1

Anollwr inslance of lhe City of Rochester's leadership was ils role in incubating and spinning off OWN Rochester, ;:n1 independcnl, community based nonprofit organizatlon. lts charge is to create jobs and build wealth
in high poverty areas of lhc city by developing. promoting, and supporting
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for-profil. employee-owned businesses
LhZtt are linked to sources of high demand. OWN Rochcsler has launched
two slarl up businesses-an LED ret
rontting company anrl a custodial

~--

' I
~

,,

'

-

-

ENEROC, the first cooperative business
in the OWN Rochester network, provides
high quality, cost-competitive energy
efficiency installations and other
support services to Rochester-area
businesses.

business thal will soon Lr,msilion to
worker cooperatives. The goal is to cs
lablish a portfolio of cooperatives over
the next few years. OCWB plays Zin
integral role wilh OWN Rochester by
having representation on their Board
of Directors "md providing an array of
direct suµporl sNvices and resources
to OWN's manc1gement tec1m and cooperatives.

The City of Tacoma, Washington also serves as a good case of municipal
leadership with its Tacoma /\nchor Collaborative. /\f lcr the:- development of
its 2025 strategic plan. Tacoma City Councilmembc1 Anders Ibsen wc1s inter
csted in anchor institution engagement in achieving Lhe community's goals
ctnd priorities. This led to further learnings c.md evcnluc1lly lo Lhe fonnation
of Lhc Tacomc1 Anchor Collaboralive. ln addition lo the
City of Tc1coma, the Anchor Partners include MulliC1re
I lcalth Systems. Cl 11 Franciscan 1lcallh, University of
Pugel Sound. Univc1 sily of Wr1shinglon-Tc1com"t Bales
Technical College. Tacoma Community College. Tacoma
Public Schools. Tacoma Housing Authority. c.md Greater
Tacoma Community Foundation.1 •
Tc1nisha Jumper. Directo1 of MC'dic1 and Communica
Lions wilh the City of Tacoma. stresses Lhat the work
of the anchor collaboralivc is more sustainc1ble in Lhc

"I think it's important
in government if you
want something to
really stick, you have to
find someone who will
really shepherd it to a
point that it becomes
institutionalized:'

long terrn if Lhe local government can figure out. how lo
align ils work wilh community needs. "I think it's imµortanl in government
if you wanl something to really slick. you hr1vc to find someone who will
really shepherd il to a point that it becomes inst itulion,tlizcd." 1 ln Tacoma.
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Councilmember Ibsen. who started lhc project., has made il a goal during his
last year in office Lo institutionalize the work Lo ensure its continuity. This
was largely clone 1hrough Lying the community wealth building goals to the
city's strategic pl,111 and having the city sL1ff in place Lo work on the project. 1 ·
Ms. JumpPr ,1dds. "If you want to persuade your local government lo c1dopt
community wealth building goals. you need lo approach government offices
re,1dy lo l'Xplain how this work helps them to accomplish lhc cily's goals ...
. In adclilion to r1ligni11g Lhese ... wilh the direction Lhe mayor or city coun
cil wants to take the city, it's important to have data evidence showing that
CW8 mitiativcs hc1ve impact. such as examples from Cleveland and other
cilies:· ,,

Nonprofits as convener or backbone organization
Nollprofil organizations play a prominent role in most antipoverty and com
rnunil y clevclopmc11t work: they plJy snrnlc1r key roles as br1ckbonc org,rniz<1t ions for colbboralives in cities. Models include Newark. N.J. c1nd Wc1sh
ington. D.C. Nonprofit backbone organizalions oflcn arc lhc collaboralive's
fiscal sponsor. initially staffing the effort, and lc1ding the project planning
procc.•ss.
Newark, New Jersey is a good illustralio11 of this. IL is the l<1rgesl city in Lile
stalP ~md faces some of the slate's highest poverty ,md crime rc1tes. In 2006.
Newark lc1unched its stralcgic plctn, OpporlunilyNewark. to increase the
city's competi1 ivcness, stimulalc business development. and conn.eel I es1clcnts lo job opportunillcs by removing barriers lo employment such as by
providing 1relining ,mcl job related expenses.
In 2018 the Newark Alliance. <1 nonprofit dedicated to the ongoing econom-

ic revitalization of Ncwc1rk. lriuncllcd the Newark Anchor Collaborative
(NAC) to further grow economic opportunilies and wellbeing for the city.
Participating institutions h,wc comrnilled to supporting the City's I lire.Buy.
I.ivc initiative> lo adwmce equitable ancl inclusive economic development
stratC'gies in Newark. N/\C provides Ll pblform for managing city wide an
chor collaborative efforts. planning for inlc, vcnlions. r1nd progrmns lo fuel
growth. NAC's founding institutions include RW JBarnabas, New Jersey
20

Institute of Technology. Rutgers Newark. Rutgers Biomedicc1I and Hcallh
Sciences, New Jersey Performing Arls Center. Prudential Financbl, cmd
Audible.corn.

njpac

~
-..,j;,

RW.Barnabas
HEALTH

1\_UTGERS

audibl~

Prudcntlnl

IIOUIOICAl ANO
HIAllll ICII (IS

Newark Anchor Collaborative (NAC) founding institutions

Washington, D.C. is home to another cff cctivc anchor collaborc1tive with a

nonprofit c1s the bc1ckbone organization. The D.C. Cmnmunily /\nchor Part
ncrship (DCAP) is a collaboralive of prornincnl institutions committed to
equitable: economic development in the Dislricl of Columbia. DCAP b1 ings
together J network of educational and medical c111cho1 institutions imµrov
ing lheir communily economic impact by leveraging their procurement to
support D.C. minority owned businesses. DC/\P's founding c1nchor mcm
bcrs arc Georgetown University. George Washington University. Children's
National Heall h System, BridgePoint Hcc1lthcare. and Sibley Memorial Hos
pitc1I (Johns Hopkins Medicine).
The collc1borc1tive is IC"d by Coalition for Nonprofit Housing and Economic Development (CNHED). D.Cs comrnunity development association with
over 140 public, private. and nonprofit members. Having DC/\P's backbone
within a nonprofit coalilion h;:is provided DC/\P's anchors with J de0p un
der slc1nding of the needs J.nd aspirations of low incornr District residents.
a fiscdl sponsor wilh strong f undraising cr1pc1bilitics for initic1livc activities.
and an ex isling, robusl net work of local parl! 1e1 s.
DCAP began its anchor work focused on local. diverse procurement becaus<'
of its potential to address rising racial. jobs ,md wec1llh incquitiC"s i11 the city,
while meeting inslitulional business needs. /\s the city has cxprric'nced drc1
mcltic economic growth overt he µasl dccacic>. 111c111y residents and busi1wsscs
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of color continue to be left behind. According to the Urban Institute, white
households in D.C. now have c.1 net worth 81 times greater than black households. Ralhcr Ihan focusing solely on "local"

Having DCAP's backbone
within a nonprofit coalition
has provided DCAP's
anchors with a deep
understanding of the needs
and aspirations of lowincome District residents, a
fiscal sponsor with strong
fundraising capabilities for
initiative activities, and an
existing, robust network of
local partners.

or "small" businesses, DC/\P intentionally
designed its institutions' focus on D.C. minority owned enterprises (MBEs) to direct
ly address wealth gaps. create good jobs for
disc1dvanlaged individuals, and support an
chor institution objectives.
While hosted by a nonprofit organization,
DCJ\P has relied on cross sector partner
ships to achieve its collective results. Cili
Community Development provided founding seed capital. as well c1s ongoing funding,
for the collaborative. Mayor Muriel Bowser
included Lhe effort as a "high-impact iniliativc" in the city's F1v.c.. Year EcQ.nomic Sir.at_cgy, elevating DCAP's profile as a key local

priority towards inclusive prosperity. The Office of the> D.C. Deputy Mc1yor
for Planning and l::conomic Development (DMPED) has become c1 co-con
vcner of tlw effort. assisting with institutionc1l alignment. ch;:impioning the
inil1t1tJve with relevant external stakeholders. and providing direct dedicated revenue, a close p.1rtnership that is an innovative feature for an anchor
collaborative.
Other philanthropic part ncrs brought on board include JPMorgan Chase,
Wells Fargo, c1ncl the U.S. Economic Development Administration. An r1dv1sory board of local leaders has been estc1blished to provide ongoing community voice in the design of the initiative. CNI ICD's small business and
workf orcc development nonprofit members, as well as District government
agencies. will also play important f uturc roles as the work moves toward
engaging the MB[ comm.unity and their employment pipelines.
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The D.C. Community Anchor Partnership (DCAP)'s model has focused on supporting anchor
members in establishing leadership buy-in, learning best practices, and narrowing concrete
commitments, all essential elements for sustainable institutional change for equitable
growth.

Aiming to support anchor members in establish mg concrete.· procur ernent
commitments. DCJ\P hc1s coordi11c1tcd ,m intrnsivc action pl,mning process
with er oss clcpartmentc:11 teams at each of the five founding ;mchor mem
bcrs. Deep technical assistance has been pr ovidcd including c.'sl,1blishing
b,1sclincs, c1sscssing inslitulion,11 procurement practice's. conducting p,o
curement analysPs. cmd conducting D.C. MBE market analyses. This strategy
,mcl dc1t. 1support is c1ssisl ing DCJ\P's ,rnchor members in establishing large l
ed goals and beginning the estabhshmcnt of changes to institutiondl p, ac
lJCes. Anchors hc.1vc commit led to shdiing data with DCJ\P lo I1,1ck progn.'ss
c.Hlcl to publicly celebrate agg, cgate impact of ancl 101 mt'mbcr dch1evcrncnts
over time. OCJ\P 1s cxpectc cl to forrnally launch publicly in 2019.
Though anchor colldborc1tions hc1vc historically foIIned in large, c1tils. re
Cl'lll cff orls show that ancho, collaboratives can form in smaller cities and
can be ignited by anchors that arE' not 'eds and mnrlc' institutions. Hudson
River Housing, Inc. in tlw city of Poughkeepsie, New York is ,1 11onprofit
thc1t p, oviclcs a continuum of services tlut imp,ovcs 11vcs and commumties
through housing with compassion ,me! development with vision.' It creates
p<1lhways out of homelessness ,mcl opportunities for people to thrive.
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The anchor collaborative conversation in Poughkeepsie has been taking
place over a number of years. A community wealth building summit was
held in 2016 and was attended by several anchors. nonprofits. community
groups. and representatives from city government. In 2018. a county legislator organized a city delegation to attend the TDC Baltimore Anchor Collaborative meeting. This event. and the effects of increased development and
Lhe higher cost of living in the city, led to the creation of the Community
wealth Building Coordinator al Hudson River Housing.
One economic development project that Hudson River Housing initialed
was the Poughkeepsie Open Kitchen, a shared-use kitchen utilized by more
than two dozen food entrepreneurs. The Culinary Institute of America (CIA)
provided some of the kitchen equipment and CIA students taught cooking
classes. The CI A's involvement was later expanded lo work with the youth
in the Teen Business Lab. This began with the Pete's Grr-Nola project, an
idea of I ludson River Housing's youth advisory board, to leach the youth
about food production skills at the Poughkeepsie Open Kitchen. The youth
created and tested the recipe, and then developed the product. In the fall of
2018. the project was scaled up to include training on starting and running
a business and presentations on such topics as marketing and personal finance.
Within the larger geographic area of the town of Poughkeepsie. there are
four colleges .ind institutes and two major hospitals. Hudson River Housing
is laying the groundwork for an anchor collaborative. looking at anchors
such as Vassar Brothers Medical Center, Nassar College, Marist College
and The Culinary Institute of America. One of the goals of that partnership
would be the creation of a training and employment pipeline for the anchors to hire local disadvantaged residents, such as the program they have
with the Open Kitchen.
The mission of the Conunwuty Food Bank of Southern Arizona (CFB) is "to
ch.ingc lives in the communities [itl serves by feeding the hungry today, and
building a healthy, hunger-free tomorrow:· To fulfill this mission. they are
shifting their work towards addressing the root causes of hunger by tackling
such larger societal and systemic issues as the food system and economic
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Poughkeepsie Open Kitchen participants, Pete's Grr-Nola product

justice. This means developing partnerships
with anchor inslilutions. conducting civic
engagement and public advocacy, and equitable community development by providing
capacity-building grants, microloans, and
supporting food and health enterprises.

To fulfill this mission, they
are shifting their work
towards addressing the root
causes of hunger by tackling
such larger societal and
systemic issues as the food
system and economic justice.

~FB started the Farm-to Institution program
m 2014 as part of its food system war k to address healthy food access, particularly for disadvantaged youth and adults,
as well as to support small farmers- an important local economic engine in
southern Arizona. The program connects small and midsize farms looking
for new outlets to sell their products to anchor institutions such as schools
ar1 d hospitals thal want to add local produce to their menus. CFB reached
out lo ~inchor inslilutions and enlisted the partnership of Tucson Medical
Center, Tucson Unified School District, and the University of Arizona's Student Union. The farm-to-instilution network is developing a regional agricultural vc1lue chain to get fresh, local produce to residents in maximum
Volume.
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Over the 110-plus years th.al CfB
has been in existence. it has
grown inlo an anchor institution
Lhanks to the hre;idl h of its work
in the region and the partnerships il has developed wilh community groups. farmers, philanthropy. elected officials, school
c.lislr icls, and other anchor institutions. Tucson has both unique
opportunities and challenges be
cause il is situated in a vast. rural
border region. for example. there
is only 01w major university and a
few hospitals. CF8 is starling the
work of institutionalizing the anchor m.ission al lhcir anchor pr:irt ners· institutions. The' rarm-lo Institution
program was a good starting pomt for their anchor collaboration work. Now
CFB is looking ;it how lo engage new partners in equilable economic development work.

What are the common funding
structures?
If properly resourced. anchor collaboratives can start up with low levels of

funding through lhe support and resources of the backbone organization
and the collaborative partners. Some

This calls for a long-term
investment in anchor
collaboratives so that they
have the time and resources to
implement change and achieve
their goals.

collaborat1ves identify "low hanging
fruit" projects irnmedir1tely in order Lo
get the collaborative moving. score some
early successes, and better lec1rn how to
work together toward shared priorities.
I Iowcver, larger, systemic changes do
nol happen overnight. Oflen times com
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munitics have seen decc1des of disinvestment- so the kinds of solutions that
c1re needed to build community wealth take time. intentional d0s1gn. and
commitment. This calls for a long-term investment in anchor collaboral ivcs
so thc1t they have the Lime and resources lo implement change and c1chievc
their goc1ls.
This role' and long-term commitment can be particularly challenging for
founclc1t ions since a coll,1borative·s bc1ckbone infrastructure needs to be
funded bcfore realizing positive' impacts down the road. Forlunately. re search conducted by the Funders' Network for Smart Growth c1nd Livc1ble
Communities shows that nvmy funders have made this commitment:
N,1tional c1nd local funders hc1vc played important roles in supporting the work of both individual anchors c1nd collaborative
pc1rtnerships of mulliplc institutions. In addition. philanthropy
h,1s invcsteci in nurturing the nalion,ll ecosystem that supports
the ability of institutions and. increasingly. networks of inslilut ions. lo implement their anchor missions. :D
To fostn information sharing and collaboralion, tile Funders' Network for
Smart Growth and Livable Communities created the Anchor Institutions
Funders' G1 oup (AIFG).
While there has not been a comprehcnsivf' report on where anchor collc1borc1tivcs receive their f uncling from. TDC has worked with coll,1boratives
that rccciveci a mix of funding support. They can be quasi self sust;iining
projects that arc funded by a combination of philanthropic support. funding
from the backbone organization. financial ;ind in-kind support from c1nchor
institulions and pc1rtner groups. and sometimes from worker coopcr,1tive or
business pc1rtner funcling.

27

What are the common start-up
phase considerations for anchor
collaboratives?
Launching anchor moverncnls lc1kcs time and intentionality. Getting an an
char initiative off the ground cc111 be a dclicalc bal,mcing act bclwcen tc1king
the time to build trust i1nd shared intent while also idcnlif ying initial projects thr1t provide ;1 proof of concept that there is v,1lue in collaborating. An
char collaborative participants will need lo decide on sh;:irccl goals and the
activities to meet those goals. Other important issues such as the group's membership.
Newly formed anchor
decision-making process. and operational
collaboratives tend to
structures also need lo be decided upon.

start with relationship
building, information
sharing and networking.

Newly formed anchor collaboralives tend lo
start with relationship building, informalion
sharing and networking. Investing intcn
tionally in the difficult work of building lrust c1nd shared intent between
pc:1rticipants is a key success factor for anchor collaboratives.

It's vital that during the start up phase. backbone organizJtions ;rnd anchor
collaborr1tivcs talk with all the dif fcrenl players they wanl involved (such as
community org.1nizr1tions, communily members. nonprofits. anchor inst ilutions and their str1f f) and then co crcale lhe collc1borative's work lo incorporalc the interests and shared needs of everyone. For example. lhc Memphis
Medical District Collaborative supports existing community organizations.
such as the Center for Transforming Communities. which work lo activate
and elevate cotrt1T1unity voices in parallel with the work of activating an
chor institutions to shift their economic resources.
Successful anchor collaboratives ensure t hal lhey sustain dialogue and con
nectcclncss internally and with key external partners. This is esscnlic1I in
building and mainl<1ining the trust needed lo create a new way of Laking
shared ownership c1nd accountability for long Lenn community wealth
builclmg.
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Key factors for anchor collaboration
Though 1he work c1ml goals of ,mchor collaboratives vary. lhcrc c1rc com
monkey success factors that TDC c1nd /\nchor Collaboralivc Net work (/\CN)
members h;-ivc identified.
A trusted local champion with convening and funding capabilities
hc1s the c1bility to bring mally resourced 1x1rtner.:;. such as c1 locc1I faun
dc1tion am! key instilut ionc1I lrndrrs. to the t;-iblc in the spirit of
trust and colbl)Ornlion.
Underestimating

1

the value or
Without this trnslecl convcllcr. skepticism ,111d a sc,1rcity mind
set cc1n ;irisc. Undcrcstim,1ling the v;ilue or necessity of the necessity of
fxickbonc org,1nizc1tion is c1 common pitfall for collaborc1tivc.•s. the backbone
Collaboratives cc111 cc1sily get stalled in their work c1nd become organization is a
unable to l,nmch joint projects by unclc·r-rcsourcing their backcommon pitfall for
bone organization or making the.• mistake of not hc1ving c1 back
collaboratives.
bone. role al all. !l's also irnporlanl 1hat Lhe bc1ckbone organiza
I ion h,1vc buy in and continued engagement from key i11lcrnc1I
stc1kcholciors who hc1vc decision making power and can speak on bchc1lf of
their org,111izalions. This allows Ihe backbonl' lo f,1cilitalc ,1 truly collaborc1
t1vc goal selling process and support implemcntc1tio11 and cvalu,1t1on ,1cross
org;inizzil ions.
Sometimes colbborc1tives house the backbone within one anchor due lo
,wail.ibilily of resources. This can lead to one <mchor uninlentionally steer
mg l he agend;-i ,me.I not fully realizing the perspectives and needs of others.
Some c1nchor p,11 lncrs ciccidc not lo h,wc a formal backbone ancl lo coorcii
nzitc> lhemsclvcs in a volunteer committee cr1p,1city. which cdn lrnd to very
slow wo1 k cmd ,1 lack of c1 p,11 ty lhc1t h,1s a full view of all perspectives. Some
nonprofit orgcmizc1tions decide to l<1yer thC' role of orgc1111z111g a collabo1 alive
,1s a small pcrccnt;-igc of an existing staff mcrn!Jer's time. This c,1n work as ,i
short 1crm solution but will clran1r1t ically slow lhc p;ice of work and impact
of the' collaborative in the long term.
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A high concentration of anchor institution economic activity allows
for lhe rr.sources and acliv1ties needed to drive and suslain thr work.

Wilhout the c1nchor economic activity, it is more challenging lo achieve larg
er, more impaclf ul economic shifts m the comrnunity, and prograrns become
dependent on the good will of the partners. Because of Lhe many demands
c1lrec1dy plc1ced on anchor slaff through the nonnc1! function of their jobs. ini
lialives lhc1l 1cmain philanthropy dependent fail to become inslilutionalizcd.
Buy-in, engagement, and collaboration with key local leaders, partners and existing community members and associations will help en
sure lhc1t c1 diverse set of perspectives are shaping priori
Collaboratively
lies.

3

driven solutions
recognize the
inherent power
of the community
and help to make
the "community
case" and not just
the "business case"
for anchor work.

Without committing lo authentic collaboralion, anchor
partners run lhc risk of doing for rather than doing with
the community. This cdn also lead to J common pitfall in
which large inst itulions mobilize resources without a deep
understanding of the breacllh of comrnunity priori lies. Collaboratively driven solutions recognize the inherent power
of the community and help to make the ''community case"
and not Just the "business case" for anchor work.

/\lso, some large institutions can be hesilanl Lo commit vi tal resources or share openly with institutions thrit they
may view as competitors for sta.ff, pc1liC'nts and resources. Irnlial buy inf rorn
c11l parties is critical for laying a foundation built on lrusl and shared inlenl.
Meaningful data that validates the need and speaks to many
audiences can inform lhe collaborc1tive's work. in parallel with on
lhc ground prog, am implernentc1tion.

4

Meaningful dalJ is key to identifying needs and goal-setting l lowever, it's
important to avoid analysis paralysis, where lhe resources and bandwicllh
of local champions arc tied up in collecting and inlcrprcling data to the dct rimcnl of taking action. Enga.ging .1 third party for tc>chnical assistance in
clala colleclion can help mc1ke the cr1sc to ;inchor partners without tying up
local resources.
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Inspirational stories from peer communities is a slrong success factor be
cause il keeps up motivation and shows stakeholders the progress being
made.
IL's c1lso importanl Lo communicate these stories internally within the anchor
organizations' staff and to the larger communily. Without these stories. it can
become unclear as to whal success looks like, which can lead to stakeholders
struggling to commit to ambitious goals.

6

A clearly defined geographic focus area or value proposition helps to devc_:slop a strong sense of place and purpose for lhe initiative.

Without a sµeciAc cornmunil y or purpose of intention, anchor st1 alegies can
brcome too generalized to be effective or the system becomes too large for pro
gram interventions lo be effcclive. I Iowcver. while geographic intcntionalil y
is imporlzml if there is a place based need or goal. a defined place can be too
broc1ci or even too narrow to make a successful impact depending on the collaborat ive's godls since each community will have a different set of needs c1nd
values it wants Lo address.

Conclusion
Anchor institutions are too signifiGml and large to leave out of the work of
creating equitable local ecosystems. Mc1ny of our communities hJvc seen yec1rs
of disinvestment Lhal now needs to be turned around. and c.rnchors c1re some
of the biggest resources in the community to help contribute as a partner. As
more traditional eds c1nci meds c1nchors begin lo adopt lhe anchor mission.
we're J!so seeing new types of organizations that view t hcmsclves c.1s fulfilling
the c1nchor role or Lhc backbone organization role. such c1s long lime community service providers.
There Mc many entry points for ,rnchor collc1borativcs to start up. ,ind mc11w
groups look lo pilol programs or smaller scale projects to gain an early foot
hold. Nevcrlhclcss. anchor work is nol easy and groups wanting Lo do anchor
mission work or to create anchor collaboralivcs need inf ormr1tion ,rnd support.
We hope this stc1te of the field report will be of assistance in these efforts and
that the Anchor Collaborc1t.ive Network (/\CN) will be hclpf ul in continuing to
support and build the movement.
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Anchor Collaborative Network (ACN) Convening, January 2019

Resources
The Democracy Collaborative provides technical assislance to groups
interested in forming anchor collaboratives. For more information. please
visit the democrac.vcollaboralivc.org/mntcn1Lactyism:y:.SeI.Y~.
The Anchor Collaborative Network (/\CN) plans lo identify and capture
whats happening in the anchor collaboratives (report. blog posts, stories) lo
elevate these issues. www..anchorcollabs.org.
Additional resources for information on anchor mission work and anchor
collaboratives:
Memphis Medical District Collaborative: Catalyzing Change on a
Communil y Level democr~vmllabor.ati.v.eorgLmmmh~
Rochester's Market Driven Community Cooperatives Corporation:
/\ Feasibility Analysis and Implementation Plan

dcnlQcrac.vrollaborativc.orwc.ont.cntLr~~IWrkct:-driYen
mmmunitY coop~rat.i..v.cs.:.corPQratiQD:fuasihi.lity:an~l'i.Sis
Healthcare Anchor Network OIAN) Resources
bllps:/Lwww.hcaltlicam1lli:hQl:nctwQr.k/r~urc_e_s_.ht1nl
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The Democracy Collaborative
~he Democracy Collaborative (TDC). a nonprofit founded in 2000. is a na~ional leader in equitable. inclusive. and sustainable development. Our work
10 community wealth building encompasses a range of advisory, research.
~o.licy development. and field-building activities aiding on-the-ground prncl1L1oners· Ou r m1ss1on
· · 1s
· to help shift
· the prcva1·1·mg parad'1gm of economic
·
devcloPmcnt. and of lhe economy as a whole. toward a new system that 1s
·
~lace-based, inclusive. collaborative. and ecologically sustainable. A particuar focus of our program is assisting universities, hospitals, and other community-rooted inslitulions to design and implement an Anchor Mission in
Which all of the institution's diverse assets are harmonized and leveraged
for community impact. Learn more: hltl2:LLdcmocrac.Yrollaoorativ_e_.org

The Anchor Collaborative Network
Toes Anchor Collaborative

Network (ACN) builds a shared movement
0 : anchor institution collaborations that are working to accelerate equitable. inclusive strategics that respond lo local needs and challenges.

~he ACN docs this by building relationships between leaders of collaboratives. elevating the uniqueness of their own approaches. channeling beSl
h
Practices into collective resources. and mapping a way forwafci logel er.
Learn more: hllp:1Lwww.and1QKQ1labs.Qrn
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